As evidence accumulates on the risk factors for cancer,
1 Since Live for Life was implemented, the company has become a leader in health promotion, sharing its experiences through publications [1] [2] [3] [4] [5] [6] [7] and encouraging other organizations to adopt similar programs.
In 2006, Johnson & Johnson began focusing on a specific condition important to their workers-cancer. Cancer is the second leading cause of death in the United States. The burden of cancer is experienced by individuals afflicted by the illness, their families, and society as a whole. The overall annual cost of cancer was estimated at over $225 billion in 2007 with approximately $100 billion spent on direct medical costs. 8 During the same time frame, the cost of lost productivity related to premature death calculated as the present value of lifetime earnings totaled over $125 billion. 9 This article describes how Johnson & Johnson implemented initiatives within their existing comprehensive health promotion model to address cancer prevention and treatment. The monitoring framework created to quantify progress also is introduced. Finally, Johnson & Johnson's company data are presented using this framework.
A Worksite Program to Reduce the Burden of Cancer
Johnson & Johnson's efforts to target cancer are closely tied to the company's participation in the CEO Roundtable on Cancer's CEO Cancer Gold Standard Program. 10 The CEO Cancer Gold Standard Program offers specific guidance on what companies can do to prevent cancer, detect it early, and ensure access to the best available treatments for patients. Companies participating in this program pledge to adopt the ''5 Pillars'' of best practices related to (1) Tobacco Use; (2) Nutrition; (3) Physical Activity; (4) Prevention, Screening, and Early Detection; and (5) Access to Quality Treatment and Clinical Trials. Table 1 provides the program requirements for each of the 5 Pillars.
Johnson & Johnson was among the first companies to receive accreditation from the CEO Roundtable's Gold Standard Program. Currently, 134 employers have been accredited by the CEO Cancer Gold Standard Program, covering more than 3 million lives.
Johnson & Johnson applied the CEO Cancer Gold Standard Program 5 Pillars to its current health and wellness program. Staff members found that adding the focus on cancer was straightforward because the health risks that are targeted for cancer prevention are the same as those that cause other costly conditions. These health risks include obesity, physical inactivity, poor nutrition/eating habits, and tobacco use. In the next section, Johnson & Johnson's overall approach to health promotion is described, followed by the key programs offered by Johnson & Johnson in each of the 5 Pillars.
Overall approach
Johnson & Johnson is a decentralized company that has centrally adopted policies supporting employees' efforts to reach their health goals. Each company within Johnson & Johnson implements programs locally and fosters the practice of adopting healthy habits through leadership support and a philosophy of leading by example. Global Health Services (GHS), the department within Johnson & Johnson that designs and implements the programs, builds and sustains relationships with executive leadership, safety, workplace design, operations, global learning, and human resources to ensure the integration of health practices within a culture of health.
Johnson & Johnson's focus on cancer includes the provision of programs, tools, and resources to encourage early detection, quality cancer treatment, and adoption of healthy lifestyle habits through healthy diet, physical activity, and personal energy management. The tobacco-free workplace policy provided motivation for employees to quit tobacco. Resources were made available to employees ready to make the change. Employees and covered dependents were given access to free prescription medications supporting smoking cessation and over-the-counter nicotine replacement therapy; coverage for physician counseling; telephonic tobacco cessation coaching; access to employee assistance program counselors and online health coaching. The high percentage of nonsmoking employees has helped to establish a company norm of tobacco-free living.
Pillar 2-Nutrition
Influencing what, when, and how people eat can impact health and help prevent cancer. Johnson & Johnson offers a variety of healthy eating and weight management resources such as subsidized group weight management meetings, free digital health coaching with programs aimed at the physical and emotional dimensions of eating habits, and one-on-one consultation with wellness professionals, occupational health nurses, and employee assistance program professionals.
To further employees' efforts to make lasting changes, the company has created an environment where healthy eating is the norm. As a first step, healthy meals were labeled so employees could easily identify healthier options. Next, in the early 2000s, Johnson & Johnson embarked on changing cafeteria offerings to create an environment conducive to healthy eating that reinforces its culture of health. GHS partnered with the food service providers to increase the availability, visibility, and appeal of nutritionally dense whole foods so that making nutritious choices would be easier for all employees, not just those with an intention to improve their health. As a large multisite organization, it was difficult to suggest food changes and monitor progress. To achieve this, GHS collaborated with each of the café vendor providers and café contract leads. Today, the healthy food initiative, known as eatcomplete, is a part of all Johnson & Johnson cafeterias in the United States. Nutritionally-dense whole food, preparation, placement, and promotion are built into all café vendor contracts as are key performance indicators.
Pillar 3-Physical activity
Being tobacco free and eating well in conjunction with physical activity can help prevent certain cancers and can serve as a coping strategy for those living with cancer. To encourage physical activity, Johnson & Johnson offers its employees pedometer programs, physical activity team challenges, fitness centers, exercise classes, personal training, exercise prescriptions, and access to wellness professionals.
The Million
Step Challenge (MSC), an initiative wherein employees are challenged to walk 1 million steps in a year, has been a part of the Johnson & Johnson culture since 2005. MSC provides participants with tools to track their progress and set goals. Since it began, there has been a combined total participation of over 55,000 employees, with many employees returning each year. Almost 90% of respondents to a survey of MSC participants conducted by Johnson & Johnson reported that the pedometer was the primary program feature that helped them to complete their goal. Further, participants reported that MSC gave them more energy and helped them to lose weight, lower blood pressure and total cholesterol, feel less troubled by stress, and be more aware of sedentary days.
Johnson & Johnson's focus on physical activity goes beyond fitness and wellness programs. Some departments have adopted sit and stand work desks, walking workstations, and walk and talk meetings. GHS continues to develop and implement innovative ways to integrate movement into the culture within Johnson & Johnson, whether through education, marketing, or working with internal partners such as Workplace Solutions to ensure new or renovated buildings are designed with health in mind.
Pillar 4-Prevention, screening, and early detection
Detecting cancer early can lessen the long-term physical, mental, and emotional burden for employees and their families. Employees at Johnson & Johnson are reminded by their health plans to obtain age-and gender-appropriate cancer screenings. On-site GHS professionals reinforce these reminders through promotional campaigns. To reduce the barriers to screenings, Johnson & Johnson provides 100% coverage of preventive health screenings. American Cancer Society and US Preventive Services Task Force guidelines related to mammography, cervical cancer-pap test, and colorectal cancer-fecal occult blood test are encouraged and available without copayment or coinsurance. Employees and covered spouses/ partners ages 50 or older also can earn a monetary ($250) incentive for completing a preventive colonoscopy.
In addition to offering a health plan benefit that encourages and facilitates appropriate cancer screenings, employees have direct access to cancer prevention information and services through GHS. GHS approaches early detection of cancer using a 3-tiered approach: increasing awareness (through educational materials and speakers), prescreening opportunities (administering on-site skin exams, self-exam instruction, and distributing fecal occult kits), and facilitated screenings (on-site mammograms, scheduling screening with community partners, and providing colonoscopy prep kits). The goal of this approach is to reduce employees' fear of screenings and scheduling barriers. 
A Framework to Monitor Progress and Preliminary Outcomes
Johnson & Johnson recognizes that it is not enough to just implement a program and assume it works. For health promotion efforts to be most effective, outcomes must be monitored over time and results should drive improvements in the program. Johnson & Johnson developed a framework to monitor progress in cancer prevention, early detection, and quality of care that consists of a series of individual metrics that are measured over time.
The framework was developed as follows. First, process and outcome measures associated with each of the 5 Pillars were identified. Measures were limited to those that can be measured using readily available claims and health risk appraisal (HRA) data. Second, standardized specifications and definitions for each measure were determined to facilitate uniform replication. When possible, measure specifications were based on those already developed, tested, and endorsed by national organizations such as the National Quality Forum. 12 The resulting metrics that form this framework are listed with detailed specifications in Table 2 .
To obtain a preliminary view of how Johnson & Johnson's efforts in cancer-focused health promotion have affected employee health and behaviors, the company's data were used to measure performance on each of the metrics for the period of 2004 to 2010. For measures drawing from medical claims and eligibility files, the study sample was restricted to active employees and their spouses enrolled in self-insured salaried and union plans in the United States (excluding Puerto Rico). For measures requiring HRA data, the sample excluded spouses and dependents because only employees were eligible to take the HRA prior to 2009.
When estimating measures that examine changes in behavior, the sample was limited to employees who completed the HRA during 2 sequential offerings and the result was attributed to the first year examined. Table 3 . These trends provide a starting point for identifying program strengths and weaknesses. When available, Healthy People 2020 goals are provided as benchmarks for the company's performance. Despite strong efforts to encourage physical activity, only minimal progress in areas related to physical activity was observed. The percentage of employees with age-and gender-appropriate breast and cervical cancer screenings also remained constant over time.
Johnson & Johnson uses information from the monitoring framework to identify ways to enhance current programs and services, integrating the 5 Pillars into new program designs. Lack of movement on key metrics can be linked to some of the challenges experienced when implementing programs and pursuing a culture of health. 
Challenges and Opportunities
Johnson & Johnson has identified several barriers to successful health promotion. One challenge is how to communicate health information in an environment in which employees have many messages competing for their attention and their primary focus is their work. The company has found that creativity in how, when, and where communication takes place can bolster program participation. One approach Johnson & Johnson uses is to meet people where they are and take the message to them. For example, Johnson & Johnson schedules awareness tables during shift changes or during breaks in hightraffic areas such as cafeteria and site entrances. The company promotes events through sticker advertisements on fruit given away at the entrance of the buildings. Testimonials to motivate employee self-efficacy in behavior change are posted in the fitness centers and health clinics, and on intranet sites, newsletters, and bulletin boards. The company also distributes a monthly Global Health Newsletter-the most read location of the newsletter is in the bathroom, where a condensed 1-page version is posted in a Plexiglas frame in each stall. In addition, creating a culture of health, using existing communication channels, identifying health champions, and leveraging word of mouth also have enhanced participation.
Another challenge experienced by Johnson & Johnson is how to ensure that the culture of health is embraced by middle managers. Support from middle managers is essential for program participation and good outcomes. Although top leadership has continually understood and embraced the philosophy that good health is good business, middle managers may be unaware of their influence within the organization and their impact on employees' behaviors and choices. To address this challenge, Johnson & Johnson continually reinforces the message that good health is good business at all levels of management. For example, internal publications such as the J & J Healthy Future 2015 Sustainability Goals describe health as an important component of a successful business strategy and an outcome that leadership is measured against. Also, the company's Credo survey includes questions that measure the employee's perception of organizational support for their personal well-being. At the very top of the organization, the CEO models healthy behaviors and speaks to personal health as a foundation for conducting business. This constant reinforcement of the importance of a healthy lifestyle encourages employees adopt healthy behaviors and model it for others.
A final notable challenge to health promotion identified by Johnson & Johnson is that competing priorities in business and personal lives can relegate personal health habits to the back seat. The company has found that, if leaders, individuals, and the written and unwritten environment of the organization commit to and embrace the value of healthy habits, this belief will transcend throughout the workplace. Shifting the beliefs, values, and norms of management and the individual employee toward a health mind-set can help healthy behaviors take a front seat. The principles of energy management, which espouse that taking care of one's physical, mental, emotional, and spiritual dimensions leads to improved personal and professional performance, are part of employee training at all levels of the organization. Johnson & Johnson also offers flexible work-from-home arrangements and time off for volunteering to help employees achieve balance with the people and causes that matter most to them.
Moving Forward
Johnson & Johnson will continue to implement programs to reduce the burden of cancer as well as other chronic conditions prevalent in the workforce. The company aims to create more ways to engage employees in taking care of their health, reduce barriers, collaborate with community resources, and weave health habits into the operating culture of the organization.
Other companies can use Johnson & Johnson's experience as an example of how to address cancer through their own programs. They also can adopt the monitoring framework to track their own progress and use Johnson & Johnson's results as a benchmark.
For health promotion efforts to be most efficient, companies should come together to agree to a standardized framework such as the one described in this paper to monitor collective progress. They could then identify an organization to host a shared measurement system for the group. This organization would be charged with aggregating data across companies to develop benchmarks and calculate trends. If companies contribute their data to this shared measurement system, all companies will benefit from a more robust measurement of progress in achieving outcomes and from industry-specific benchmarks. The framework could focus on specific conditions or include broader benchmarks of performance related to employee health risks-for example, cholesterol, blood pressure, stress, and depression. Benchmarks can help companies understand what degree of change to expect and to identify weaknesses in their own programs. Companies that have not yet adopted programs can learn from best practices and challenges. They also can use other companies' benchmarks to support initial investment proposals for their programs. Once a collection of benchmarks is available, the data and framework can more robustly identify company-specific versus temporal trends.
Companies interested in initiating or furthering their health promotion programs should consider joining groups such as the CEO Cancer Gold Standard, or starting their own groups. Collectively, companies have the ability to influence policy makers, payers, and the industry at large to create a widely adopted culture of health and wellness in the fight against cancer.
